ATTACHMENT C

MIAMI-DADE
Memorandum =Em
Date: August 20, 2004
To:
From:
Subject: Summer Study: Communications Department Re-Organization to Support Countywide

Image/branding initiative

Introduction:

The goal of the Miami-Dade County Communications Department is to bring government closer
to residents by advertising and promoting the programs, projects and policies of our
government among its internal and external customers through appropriate communications
“channels. To that end, on April 13, 2004, the Board of County Commissioners approved the new,
refreshed County Logo, and adopted the County’s vision statement. A Branding Style Guide defining the
approved uses of the logo was also adopted. While the initial focus and energy has surrounded the
establishment of a standard brand look, via a logo, the refreshed logo forms only a small part of an
overall branding initiative designed to proactively promote and educate the community on the array of
County services and programs we provide. Establishing a “brand” presence requires a multi-disciplinary
approach that includes the participation of the Employee Relations Department, OSBM, Team Metro,
ETSD, unions and the Communications Department. The launching of our Strategic Plan, and the

Community Scorecard, provides the natural opportunity and link to a marketing initiative that builds on
how we are fulfilling the community’s expectations.

Current Situation: _
The Miami-Dade County Communications Department currently has 59 approved positions (see
Attachment 1 — Current Staffing Chart). The Department is broken down, as follows:
> Director’s Office: Overall administrative oversight & policy development; official County
spokesperson
> Assistant Director’s Office: Oversees administrative functions for the department; serves as
principal liaison with the Board of County Commissioners relating to media support; oversees
departmental functions that provide internal/external support (e.g. Graphics)
> Television Production Services: Responsibie for the programming on our government access
channel; writes, produces and edits various shows for airing includes covering events for use in
programming); produces public service announcements (video and audio); provides dubs; airs all
Commission Meetings; provides production support to special events (NOTE: MDTV has
assumed coordination of all audio/visual needs of the Commission Chambers from GSA. Two
positions have been transferred to Communications to provide this support)
Media Resource Services: Processes media inquiries and public records requests; handles ad
placement (legal and promotional) and media buys (radio/print/TV); produces internal and
external newsletter, press releases/media advisories, written statements and columns;
coordinates efforts of all other PIO’s; key role in crisis management, including emergency
activations
Special Events Services: Coordinates large scale events; assists in the management of the in-
kind program; special projects; coordinates photography services
Government Protocol Services: Produces all protocol documents for the County; presents
protocol documents, as needed; provides transiation services for documents and official

meetings (state- and federally-certified translators); oversees the Employee Recognition
Program

Y

Y

Y



» Out-stationed: Five out-stationed employees provide support to the Chair’s office (1) and Mayor’s
office (4)

Under the current structure, marketing responsibilities are handled by the Media Resource Services
Division. While the Media Resources Division has provided excellent support to special initiatives, such
as the 2004 Elections, due to the large volume of media requests (interviews, public records, etc.), crisis
management needs and the current staffing levels (further impacted by the out-stationing of two current
employees), the Division has been unable to implement a consistent and cohesive marketing plan that
proactively promotes the County and its many programs and services. In addition, coordination with
other Departmental marketing initiatives is minimal, with the exception of support typically provided by
the Communications Department (e.g. photography, graphics, blast email/fax of press release, etc.).
Even with all positions occupied and present, the workload demands are such that implementing a
comprehensive, countywide marketing program would impact other priority and/or time sensitive
activities. Further, no marketing strategy exists that defines goals, objectives and desired outcomes for
our overall, countywide marketing efforts. ’

In undertaking this review, the Department re-visited the Department’s Table of Organization ten years
ago (93-94) to determine how marketing efforts were supported (see Attachment 2). In 93-94, the
Department consisted of three main Divisions: Audio/Visual Services (TV), Media Relations (including
BCC Liaison) and Public Affairs (marketing). The Sister Cities Program was also under the purview of
the Department. The Public Affairs Division was charged with generating positive exposure for the
County, and provided marketing plans and strategies to individual departments or departmental
programs. Clearly, the current-day Communications Department has assumed additional
responsibilities, including the Protocol documents section, translations, Employee Recognition, Dial-a-
Life and mandated programs, such as the Community Periodicals and Am Radio. Support to
constitutional officers has also increased.

A review of our current staffing levels and priorities was undertaken by senior departmental staff. The
goal of the exercise was multi-pronged:
1 - Identify existing areas that logically support marketing efforts
2 - Expose gaps in our organizational structure that impact our ability to effectively communicate
our marketing message
3 - Identify new and/or unmet demands that logically support a comprehensive marketing
strategy
4 - Recommend organizational changes in a manner that is cost-efficient

The following was derived from the exercise:

1. Identify existing areas that logically support marketing efforts:
Support for marketing efforts is provided directly or indirectly through various divisions/sections,
such as graphics, media relations, advertising, MDTV, photography, translation services and special
events. However, the current organizational structure does not appear to group activities in a
manner that permits focused attention. There are also lost opportunities in not better coordinating
the activities of the advertising section, and not maximizing the potential of the In-Kind program.

2. Expose gaps in our organizational structure
The lack of an effort focused exclusively on developing and implementing a comprehensive,
cohesive County marketing/image plan is evident. Resources (personnel and financial) are not
allocated specifically to “market” the County. The current structure does not provide a mechanism to
ensure that all marketing efforts are tied to one, unified goal and strategy. Mandated programs (Am
Radio and Community Periodicals) are not maximized. In addition, there are sizeable workloads in
the Graphics and Translations areas that result in product backlogs.



3. Identify new/unmet demands
The manner in which our community obtains information has changed. While traditional venues
remain available, the Department is continually asked for services it is not currently staffed to
provide. For example, video production services (developing training videos, presentation videos,
etc.) provide an excellent tool for marketing our services. This service is frequently not provided due
to lack of staffing/resources. There are sizeable workloads in the Graphics and Translations areas
that result in product backlogs. Both areas will be further tasked with supporting any comprehensive
marketing effort.

4. Recommend organizational changes
The following organizational changes are recommended at this time:

a.

s@

Create a Marketing and Public Affairs Division (M&PA) (Two new positions: Manager, project
coordinator). Shift newly reclassified Sr. Media Relations Specialist from Media Resources
(this individual is currently at GOB).
Shift secretary from Director’s Office to new M&PA; add new Receptionist
Shift the Special Events Services Division into the new Marketing and Public Affairs Division
(2 positions); create as a section of the division
Shift the Advertising and Marketing section of Media Resources into the new M&PA (3
positions; eliminate part time position)
Streamline the responsibilities of the Media Resources Section to focus exclusively on media
relations; downgrade one Sr. Media Relations Specialist position in Media Resources into
Media Relations position/bilingual Creole (note: savings from downgrade may need to be
augmented to obtain a part time bilingual Creole PIO if the recruitment is not successful).
Shift all non-creative, general support functions under the Assistant Director’s Office;
Eliminate or down grade positions to off-set additional costs
Develop a plan for the resources included in the budget associated with |mplement|ng a
countywide marketing program (image/branding)
Initiate enhancements to assist with workloads/demands:
i. Convert temp graphics artist into permanent position; position is partially funded by
Park and Recreation
ii. Convert two part-time translators into full-time positions; use the savings from the
recently vacated position in Employee Recognition to cover costs.
iii. Convert one full-time engineer (funded 50% by MDPD) into a part time video editor;
MDPD to pick up the engineer
iv. Add additional TV producer to assist with on-demand videos and Children’s
programming; seek partial funding from Children’s Trust

The new Marketing and Public Affairs Division would be tasked with the following:
« Implementation of County branding/image program and countywide marketing campaign,
including coordination with existing Service Excellence program training
¢ Provide marketing support to departments; coordinate department-driven marketing plans with
County’s overall marketing plan

Fully Implement expanded In-Kind Program, to include event participation
Produce internal (employee) and external newsletters

Coordinate advertising placement, including community periodical program
Coordinate media buys (radio/TV) including AM Radio program

Plan and coordinate special events

Identify, coordinate and staff community events



Summary:
It is recommended that a new Marketing and Public Affairs Division be created to implement and

coordinate a countywide marketing plan for the County. Attached, please find a proposed, new Staffing
Chart for FY 04-05 (Attachment 3), and a narrative summary further describing the proposed structure to
support this recommendation (Note: Staffing Chart does not reflect the four proposed enhancements).
Also attached, please find a spreadsheet reflecting the costs anticipated with this proposed re-
organization (Attachment 4). The total costs (staffing and other operating expenses) are $261,900. We
have also identified $34,940 in other enhancements and adjustments that we will continue to refine over
the next few months.

cC: Jennifer Glazer-Moon, Budget Director
Amber Riviere, Budget Analyst



Attachment 1

S0-¥0

65 6G

L, pauoigsing swningd  /

s Heisswl jind  2g
¥0-€0
10l

14 14
3 Z oS SoIydeIs I
z lsubiseq soydeisy g
L leBeuep soyders |
Ll Ll S0-v0 $0-€0
6 B o o T TN M%S SOIderD | SIOINY3S
P ADIRID | S— 4 0ds 'Poid O9pIN - € N9IS3A OIHdYHD
p Isieoeds |000j01d A0S ¥ b Olpey 9dS "APY | Z  picod weiboid 0spIA T
l g|0ain/uellie 'suel| | § S b ddD 2ds "ARY | 14 SIOJP/O8PIA ¢ ¥
L ‘pioony Boosoy dwg | c ] JSYdeIBojold 2 b m_ooo BN 8 APy | ¥ JONPOIdAL
L 1eBeueyy weiboig | I . P100D 3-v-elg 0 l o. wam:.o_«m_wm m_nm,ws_ l z ‘Bugiseopeoig ‘wwon gz
R — | "pIo0d spofoid [epads | 4 ods 19y Mums_ s ¢ L 190npold aAgnoaxy |
i g [oo0j01d B | 0 'pi00) saAg fepads | b Bloss L L JeBeuepy Uonels | 3 I
S0-b0 020 L SjuaAg jepads BN | L suopeled BIPBN BN | | |gop0 ¥0-€0 7 uoSerTo0g 1
SIVINAIS NOWLVISNVEL e S30INYIS i S30INYAS e NOI Po:mwm_n\_ﬁ%wsmd n e NOSIVI1 008 e
MOJ0LOYd INFNNHINOD SLIN3A3 VIO3dS J0YNOS3 Viddw
€ €
1 HI81D UNOJY }
- 3 C 190y "ulwpy l
; I "piood redo ulupy |
H G070 ¥0-€0
140ddns
z z JAILVHLSININGY
S T Bl01595 OANooXg T
| | jopang ssy |
G0-¥0 #0-€0
HOLO3did LNVLSISSY
|
: € €
;;;; T AEPRaS T
L fejoioag D9x3 i L
L opang
S0-v0 ¥0-€0
dOL0341ad SNOILLYJINNNWNOD

G0-70 Ad HeyD buiyers

IN3JN1H4Vd3d SNOILVOIINNIANINOD




Attachment 2

4 14

¥6-€6 £6°C6
14 14
Y66 £67C6

S g
¥6£6 €676

's109[01d [e1oads pue SaNIATIOB SUOIB[AI BIPSW

10 s1suoISSIIWIOY) A1Unoy Jo preog ay} YIIm UOSIer]
S ‘BIpOW
oEEguoﬁcoo»:mvwEESEaEéoSmmcommom

'sorouafe pue wEoEﬁamvv Ajunco
103 Surystignd doy-ysep pue ‘SumyesadA) ‘udissp
omde1d Buipnjour spaeford jo uoneuipioo)

sojydeur)

8881240 &

‘1odedsmau sakojdurs AJyjuowr ssonpoIg
*sjuawuredap Ajunoo
Joj Bursnaape jo juswese|d pue suedureo
£1unos jo juewdojaaap 105 ajqisuodssy

*S)u9A2 pue syoafosd [eroads
Jo uoneurpi0os pue Jutuueld sy} 10y a]qisucdsey
‘sjuswuiredap A3unos 1a1)o pue

JouuosIad ym A1950[0 SuryIom ‘SUOLEOIUNIUWOD
9aKojdwo [eurayur Sureasioao 1oj ajqrsuodsay
"SaNIATIOR

uonewogur o1qnd yejusunsedsp selRUIPIO)
"satousfe pue sjuaunxedsp Ajunoo o3

uoddns suoneounuIWos pue SuneNIEW SIPIACIT
*SJUSAS pUB

83014105 9p1m-A1unod Jupesrew Joj sjqisuodssy

(4 Clx
v6 €6 £67T6

‘serousfe pue syusunredep Ajunod

Jog somydesd 1endwods o uononpoid ay) pus
asn [eyusunredap Io/pue [eUISIUT JOJ uononpold
09PIA SpN[oU] SANI[IISUOSaT SAOIAISS A/Y

b€ [oUURYD

9]qed ‘UOISIAS[a L, spe-0naA 10] Sururuesdoxd
pue uoponpord orpne 10y s[qisuodsay

uosiel] DO g/UOISIAIQ SUOIEISY BIPaly

uoisiAlQg sdieyy dliqnd

UOISIAI(Q S82IAIAG [ensiA/olpny

L 3
Y666 €626
z z

Y666 €626

‘s12uorssIWWo)) A3unoy) Jo preog pue sjustwredap
Ajunod 03 saotatas AydeiSojoyd oy sqisuodsey
“Jusiwledsp JO SUOOUN] dANRNSIUTLpPE

pue ‘AydeiSojoyd 29 sorydess ‘suoperer eipow
‘sxrejje orqnd JOJ UOTBUIPIOND [[BISAO SOPIAOI]

1010311 JUB)S|SSY

4 4

‘uosiedsayods
Auno) “yusunredap a1 0} UOHRUIPIOOD
puE uonensURUpe ‘dIysIspes] [[RISAO SOPIAOI

66 £6°C6

] ‘wreigorg
SN I9ISIS JO UOTIBUIPIOO))

101981]Q 3y} Jo 92140

‘welpo.ld sany 121sis

- ¥6-€661

LN3IN1HVYd3d SNOILVOIINNININOD



Attachment 3A

INIWLAVd3Iad SNOLLVDINNWWO)D

£

14
0 03dg |0%0j014 A0}
b pI00D08Y sakoidwy b

L iabeuepy weiboig +
2] 65 S0-+0 5 ford $0-80
S pauoeisinQ BN Ny § uoniu oomm_ 23A0[aW3
69 geigauwniing 5 P 5
S0-%0 $0-€0
b AIMBID
4<._.O._. I 28dg j0o0joid 'A0D) g
| 9l0SID/UBNEH JofeISUBLL |
S30IAIS UOJE|SUBI |
! % 1000j0.d abeuey |
000 SIDIANIAS  voe0
1030104d
5 : i Y : 8 o “ ININNYIA0D
b 'pioog Josloid feioeds | b oL [ensip/oipny ¢ ,
0 "PI00D SJUBAT [ejoads | I 403 03PIA SdRID) | Z 2
1 SjuBAJ Jeloadg ‘sebeury | z 1sifeioads "poid 0BPIA 7 o
L Juessissy Buisiuaapy o 0 ojpey Busiieapy | 2 "pi00D) wesboid o8pip 7 [ laydeitoioyd ¢
. 0 ddOisienadg Buisieapy | v SIOJp3/08pIA ¥ 50-40 Y0-E0
| 0 PI00D PN B ADY | b SIBONPOI AL ¥ S90IAI8S AydeiBolold
| ‘pi00g Buliee o 2 '00dg suojiejsy Bpey | | J9auibug fensioipny 0 I
! 'pion) “foid Bunoien o ¢ Zyos) sondesy | 1 09dg suoliejoy BPBN U§ 7 2 siseuibud Jseopeog wWwon z £ £
{ Arejenag ¢ 2 Joubisag oydern g b Arejasoeg | ! 180npaid eAInoexg | 2 9pIY BIPBN €
it Buneseyy Jebeuepy o b seBeuep soydein | b suoliefey eipayy seeueyy | b Jabeuep uogels | b uosien 9og |
S0-¥0 Y0-€0
5040 Y0-£0 G0-¥0 v0-£0 S0-v0 ¥0-€0 S0-¥0 ¥0-£0 180ddNns 958
SIDIAMIS SYIVAAY SIDIAHIS S3VINEFS S3OIAYE3S
IBNAONILINEVI NOISIC DIHAYHS SNOLLY13Y VIQ3n NOILONAOHd NOISIATT3L n 0
} 'pi0oD wesboid ayri-y-feiq 0
— — — — G0-¥0 0-£0
H el
] I
1
1 £ £
i ; WO UN000y |
1 b Z180yj0 sAlRASILILDY |
“ 1 "pI00Y 1300 uLpY |
] S0-¥0 $0-80
: 180ddns
: JALLYHLSININGY
1
-l L R N R K J F N |
4 [4
€ €
1 Jsiuoydaoey 0 b Arejeloeg eansexg i
0 Aiejpioeg 3 1 10}08J|g 188y I
! Kreja1085 aAnoeX3 JOISS } 5000 Y060
F fopsia HOL03410 INVLSISSY
S0-%0 ¥0-€0 —
HOL03YIC SNOILYOINNINNOD

G0-70 Ad HeyD bulels pesodoid




Attachment

COMMUNICATIONS DEPARTMENT
FISCAL YEAR 2004-05

(Reflects only Full Time positions)

Office of the Director (3)

Leadership, administration and coordination to the department. County spokesperson.
Director
Department Head Secretary
Receptionist (new position)

Assistant Director (19)
Oversees administration, BCC support, employee recognition, photography, protocol and transiation
sections of the department:

Assistant Director

Administrative Secretary

¢ Administration (4)
Dial-A-Life Program, fiscal/budget administration, procurement, and personnel.
Dial-A-Life Coordinator
Administrative Operations Coordinator
Administrative Officer 2
Account Clerk

* Board of County Commissioners Support Services (3)
Media and public relations support to the Chair and Members of the BCC. Event coordination.
BCC Liaison
Media Aide (2 positions)

* Photography (2)

Photography services to county departments and Board of County Commissioners. Digital photo

library.
Photographer (2 positions)

e Protocol and Translation Services (8)

Protocol documents. Translation services in Spanish and Haitian-Creole. Interpretation services

at BCC and other County meetings, mediations, hearings, and radio and television stations.
Recognition programs: Employee Service award, “Whatever It Takes” award, Special
Recognition Increase, Executive Service award, Emergency Service award, Employees of the
Month or Year and EPiause “You Make a Difference!” award.

Manager, Protocol & Translation Services

Clerk IV

Translator Haitian/Creole

Government Protocol Specialist (3 positions)

Manager, Employee Recognition

Employee Recognition Coordinator

Graphic Design Section (4)
Graphic Design and layout of newsletters, ads, invitations, brochures, posters, programs, flyers, and
mailers. Branding campaign.

Graphics Section Manager

Graphic Designer (2 positions)

Graphics Technician |l

3B



Attachment 3C

Communications Department
Page 2

Marketing and Public Affairs (9) - New Division
Branding/countywide marketing, special events and projects, expanded in-kind program, School Tour
Program, Community Periodical Program, ad buys and ptacement, AM Radio Program, PR campaigns,
internal/external newsletters

Division Manager (new position)

Secretary (existing; transferred from Director’s office)

Marketing Project Coordinator (existing Sr. Media Re!l Spec transferred from Media Relatlons)

Marketing Coordinator (equiv. to Media Relations Specialist) (new position)

Special Events Manager (existing; transferred from its own division)

Special Project Coordinator (existing; transferred from its own division)

Advertising/Marketing Coordinator (existing; transferred from Media Relations)

Advertising Specialist (existing; transferred from Media Relations)

Advertising Assistant (existing; transferred from Media Relations)

Media Relations Division (5)
Media inquiries, media advisories, press conferences/events, public records requests, crisis
management, PIO support, newspaper clipping service, biographies, County Manager support (speaking
points, media/event scheduling, columns, etc.)

Division Manager

Secretary

Sr. Media Relations Specialist

Media Relations Specialist (existing position downgraded from Sr. Media Relations Spec)

Media Relations Specialist '

Miami-Dade Television (19)
Government TV channel, gavel to gavel coverage of legislative meetings, Commission Chambers,
Promotional Spot Program, educational and promotional videos, public service announcements, press
conference coverage, event staging, video duplication, audio/visual consulting.

Station Manager

Executive Producer

Broadcast Engineers (2 positions)

Broadcast Engineer (transfer from GSA)

TV Producers (4 positions)

Video/Editors (4 positions)

Video Program Coordinator (2 positions)

Video Praduction Specialist (2 positions)

Graphics Video Technician

Audio/Visual Technician (transfer from GSA)




Attachment 4A

Communications Department
Cost to Implement Marketing Initiative
Fiscal Year 2004 - 2005

Description

Position Amount
Count +(-)

Marketing and Public Affairs Division:

Create a Marketing and Public Affairs Division. Transfer (1) Sr. Media relations manager from
the Media Relations Division; transfer and re-align the Advertising/Marketing section (3
people); transfer and re-align the Special Events Division (2 people); transfer Secretary to
support division and assign additional tasks; add two (2) marketing postions to support our
marketing initiatives as part of the County Manager's priorities (Partial funding has been identified
in existing budget):

Add a Manager, Marketing Division (Grade 4)

Add a Marketing Project Cooordinator (equivalent to a Media Relation Specialist)

Sr. Media Relation Specialist (Overage in fiscal year 2004)

Operational Costs (Computer, Space, and Miscellaneous)

Transfer Special Events to the Marketing Division and eliminate executive benefit

payments to the Manager, Special Events Division

—

$89,620
55,280
72,000
10,000

(10,000)

= a—y

Requested Funding
Downgrade an existing Advertising Specialist position to Advertising Assistant

Add an Advertising Assistant (equivalent to AO 1)
Add an Advertising Clerk Part-time (985 hours annually)
Eliminate an existing Advertising Specialist

3  $216,900

1 $43,355
8,145
(1) (51,500)

Requested Funding

0 ($0)

Subtotal - Marketing & Public Affairs Division|

3] $216,900 |

Director's Office
Create a receptionist to replace a secretary who will be transferred to the Marketing Division.
The secretary formerly performed receptionist duties for the department.

Receptionist

Operational Costs (Computer, Space, and Miscellaneous)

1 $25,000
$5,000

Requested Funding

Assistant Director:
Transfer Photograpy to the Assistant Director, acquire digital photography equipment and
develop a digital library to maintain stock pictures of various county facilities and venues
(Partial funding has been identified in existing budget).

Digital Photography Equipment (3 digital camera bodies)

Develop a Digital Library (PC's, software, server)

Savings from photo film

1 $30,000

$12,000
13,000

(10,000)

Requested Funding

$15,000

Subtotal - Other]|

1] $45,000 |

Total Requested Funding|

4] $261,900 |




Attachment 4B

Communications Department
Requested Enhancements
Fiscal Year 2004 - 2005

Position
Count +(-)

Description

Amount

Miami-Dade Television:
Create a Producer to provide Children based programs and to provide additional staff to
produce departmental training tapes (Partial funding is being proposed from the Children's Fund)
TV Producer
Operational Costs (Computer, Space, and Miscellaneous)
50% Funded by Children's Fund

Requested Funding
Create a Part-time Video/Editor to augment staff with editing Children programing and
departmental training tapes. (Partial funding is provided by the transfer of an existing Broadcast
Engineer to the Police Department)

Add a Part-time Video/Editor (1508 hours annually)

Operational Costs (Computer, Space, and Miscellaneous)

Eliminate a Broadcast Engineer (currently partially paid by MDPD)

Requested Funding

Subtotal - Miami-Dade Television|

Protocol & Translations:
Convert Two Part-time Translator Positions to Full-time utilizing an exisiting Protocol
Specialist position (Position's funding is possibly neutral based on the elimination of a Protocol
Specialist position from ERP)

Convert a P/T Translator 1 to a F/T position

Convert a P/T Translator 1 to a F/T position

Protocol Specialist (vacancy created in ERP)

1 70,000
5,000
(35,000)
1 $40,000
1 $30,500
$5,000
(1) ($45,000)
0 ($9,500)
1]  $30,500 |
1 $18,000
1 18,000

(1)  (47,255)

Subtotal - Protocol & Translations|

1] (§11,255)]

Graphics :
Create a Graphic Designer position in order to meet the demand for design and layout of
informational products throughout the County. Currently one temporary employee augments
staff in meeting this demand. We want to convert this position into a full time county position.
(This position would be partially funded by Parks & Recreation; they currently fund the existing temporary
position)

Add a Graphic Designer

Funding from Park & Recreation

Subtotal - Graphics|

Total Requested Funding] |

1 $45695
(30,000)

1] $15,695 |

3] $34,940 ]









